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2 
Introduction 
 
Brand management is usually associated with how organizations present themselves to 
customers or develop product brands (Aaker and Joachimsthaler, 2002), but recent 
interest in employer branding draws attention to employees and potential recruits as 
important stakeholders (Gapp and Merrilees, 2006; Lievens et al., 2007; Van Hoye and 
Lievens, 2005). Identity-based brand management is suggested as essential if employees 
are to behave in ways that are consistent with a brand philosophy and remain committed 
to this brand (Burmann and Zeplin, 2005). Within the HRM literature, research has 
VKRZQHPSOR\HUV¶LQFUHDVing emphasis on recruitment as a vehicle for building an 
HPSOR\HUEUDQG&,3'DQGµEUDQGLPDJH¶LVUHJDUGHGDVSDUWRIDVLJQDOLQJ
SURFHVVZKLFKLQIRUPVSRWHQWLDOHPSOR\HHVRIDQRUJDQL]DWLRQ¶VDWWULEXWHVDQG
reputation (Cable and Turban, 2006; Lievens and Highhouse, 2003). 
 In this chapter, we focus on the hospitality industry, which is widely accepted to 
VXIIHUIURPKLJKOHYHOVRIVNLOOVGHILFLWVDQGHPSOR\HHWXUQRYHUHVSHFLDOO\LQWKHµVRIW
VNLOOV¶WKDWDUHHVVHQWLDOIRUFXVWRPHUVHUYLFH:LWKLQthis sector, businesses often 
distinguish themselves through the creation of service brands.  Contrasting two hotel 
establishments with distinct brand identities and different degrees of reported soft skills 
deficits (e.g. in social and self-presentational skills), we propose that recruitment and 
selection practices which lead to closer person-brand fit will result in fewer skills 
deficits. Based on evidence linking recruitment and selection strategies with person-
organization fit, we argue that person-brand fit can also be shaped in these early stages 
of the developing employment relationship. 
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7KHRUHWLFDODUJXPHQW6RIWVNLOOVGHILFLWVUHFUXLWPHQWDQGVHOHFWLRQDQGµILW¶LQWKH
hospitality industry 
 
A number of commentators have noted the shift from purely technical and 
FRJQLWLYHQRWLRQVRIVNLOOWRLQFOXGHµVRIW¶LQWHUSHUVRQDODQGVRFLDOTXDOLWLHVVHHIRU
example Payne, 1999; Grugulis et al., 2004). These are especially important for 
customer-facing employees in interactive services, such as retail and hospitality 
(Korczynski, 2005). Indeed, research indicates that for customer-facing workers, social 
skills, the ability to deal with customers and self±presentation are the most important 
skills sought by employers in recruitment, rather than technical skills or work 
experience (Nickson et al., 2005).   
Employers have consistently reported deficits in these soft skills (Baum and 
Odgers, 2001; Baum, 2002; Hurrell, 2009). The most commonly reported problems 
relate to skills gaps in current employees, although problems also exist in skills 
shortages in potential recruits. Within Scotland, the focus of the present study, 
QDWLRQDOO\UHSUHVHQWDWLYH(PSOR\HUV¶6NLOOV6XUYH\VFRQGXFWHGDQQXDOO\EHWZHHQ
and 2004, showed that 16-25 per cent of employers reported skills gaps in current 
employees, typically in soft skills areas such as oral communication, customer handling 
and team-working (Hurrell, 2009). The Scottish hospitality sector was 
disproportionately affected by these soft skills gaps (ibid).  
The hospitality industry is notorious for its ad hoc approach to HRM as well as 
its persistent problems with poor image, high turnover and skills shortfalls (see for 
H[DPSOH+RTXH$OWKRXJKHYLGHQFHRIµEHVWSUDFWLFH¶FDQEHIRXQGLQWKHKRWHO
industry (ibid), informal or unreliable HR approaches ± for instance, the reliance on 
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EULHILQWHUYLHZVUHIHUHQFHVRUDQµDUPVDQGOHJV¶DSSURDFKWRKLULQJ± seem to 
dominate, especially amongst small, single establishment employers with limited 
resources (Lockyer and Scholarios, 2004). Other findings show that structured 
µVLWXDWLRQDO¶LQWHUYLHZVDUHDWOHDVWHVSRXVHGDVDQLGHDOWRROIRUDVVHVVLQJFXVWRPHU
service competencies (Brannan and Hawkins, 2006), while less prescriptive approaches 
argue that the HR requirements of the hotel industry depend on their service processes 
(Schneider and Bowen, 1993). Thus, selecting for service contexts may involve the 
matching of employee qualities with the expectations and needs of the customers in the 
targeted market (ibid). In such a differentiated model, the fit between the employee and 
the organization will be essential if the organization is to meet its service goals.  
 A person-organization fit perspective promotes effective communication of 
organizational attributes to job applicants to shape their perceived value congruence 
with the organization. Rather than emphasizing technical (or psychometric) qualities of 
recruitment and selection methods, the primary interest here is their social or interactive 
qualities (see for example, Herriot, 1989). In particular, some methods are thought to 
KDYHµVRFLDOL]DWLRQLPSDFW¶$QGHUVRQ7KHLQWHUYLHZIRULQVWDQFHDOORZVWZR-
way communication and a richer environment for both employer and candidate to 
establish congruence in job expectations. Work sample tests or job simulations are 
perceived by candidates as being salient, providing realistic job previews and amongst 
the fairest methods of assessment (Schuler, 1993; Anderson and Witvliet, 2008). Such 
methods are, therefore, more likely to result in positive evaluations of the employer, and 
stronger commitment to the recruitment process.  
Pre-entry experiences thus build relationships between the organization and 
IXWXUHHPSOR\HHV(DUO\LQWHUDFWLRQVVKDSHLQGLYLGXDOV¶LGHQWLILFDWLRQZLWKthe employer, 
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MREDQGZKHWKHUWRUHPDLQZLWKWKHKLULQJSURFHVV6FKQHLGHUHWDO¶VDWWUDFWLRQ-
selection-attrition model, for example, indicates how individuals self-select out of 
recruitment processes, or later the organization, if they believe it does not match their 
values or expectations. This perspective seems particularly apt for describing a value-
based relationship based on a brand philosophy. Moreover, this emphasis on person-
organization fit is appropriate for understanding the high levels of skills deficits and 
turnover that have plagued hospitality establishments. Methods which allow both parties 
WRHVWDEOLVKµILW¶ZLOOOHDGWRHPSOR\HHVZKRDUHPRUHOLNHO\WREHVDWLVILHGLQWKHLUMREV
more committed to the goals (or brand) of the organization, and less likely to leave 
(Derous and de Witte, 2001; Schneider, et al, 1995).  
Conceiving the process in this way provides considerable practical benefit for 
both parties. Applicants are able to make informed decisions about whether to remain 
within the selection processes and subsequently join and remain with the organization. 
For service establishments, success may depend on building and maintaining a strong 
employer brand. Distinctive branding has been proposed as a vehicle for dealing with 
competitive labour markets and attracting and retaining talent in service-based 
organizations (e.g. De Chernatony and Segal-Horn, 2003; Knox and Freeman, 2006). 
%XUPDQQDQG=HSOLQ¶VLQVWLWXWLRQDOL]HGDSSURDFKWRµLQWHUQDOEUDQG
PDQDJHPHQW¶VRFDOOHGEHFause it is strategically recognized and encouraged by senior 
management, draws from organizational behaviour concepts in emphasizing the 
importance of brand citizenship behaviours and brand commitment amongst employees, 
especially within service organizations. These behaviours and attitudes are developed 
through brand-centred human resource activities, communication and leadership, 
including recruitment and selection criteria that encourage person-brand fit.  
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Although brand management is not our main focus here, selecting employees 
who are consistent with the brand and aesthetic of the organization may help employers 
to market themselves and provide consistent service encounters (Witz et al., 2003; 
Hancock and Tyler, 2007). We take this notion further by proposing that some 
recruitment and selection practices will be more successful than others in achieving fit 
between employees and the brand, and that this will have implications for skill match 
and turnover.  
 In order to develop the idea of how recruitment and selection practices may 
facilitate person-brand fit and subsequently reduce skills deficits, we chose to contrast 
two hotels of comparable size and labour market, but different reported levels of 
recruitment and retention problems; i.e. one hotel suffered from high levels of turnover 
and skills deficits while the other reported considerably fewer problems with these 
issues. Our specific interest was in their distinct service brands, the recruitment and 
selection strategies they used to align employees to this brand and whether this could be 
associated with their contrasting positions. The study, thus, had four objectives: (1) to 
H[DPLQHPDQDJHUV¶SHUFHSWLRQVRIVRIWVNLOOVGHILFLWVLQHDFKRIWKHFDVHVWXG\KRWHOV
(2) to identify the service brands of each establishment; (3) to explore the relationship 
between the recruitment and selection of employees and the brands of each 
establishment; and (4) to determine whether any relationship found in (3) can be used to 
H[SODLQHVWDEOLVKPHQWV¶H[SHULHQFHVRIVRIt skills deficits.  
 
Methodology  
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)XWXUHVNLOOV6FRWODQG¶V6FRWWLVK(PSOR\HUV6NLOOV6XUYH\(66VHULHVVKRZVWKDWWKH
hotel and restaurants sub-sector is the worst affected by soft skills deficits (Hurrell, 
2009). For this reason, the present study focused on two hotel establishments chosen 
from respondents to the 2004 Scottish ESS; one (Fontainebleau) had reported soft skills 
deficits while the other (Oxygen) had not. This within-industry comparison allowed 
determination of whether the types of HR practices in place affected soft skills deficits. 
We focused only on establishments employing 100 or more and who were parts of 
multi-site operations as these are more likely to have formalized HR practices (Cully et 
al., 1999). Fontainebleau employed approximately 130 staff, and Oxygen 220 staff. 
Both hotels were drawn from the same labour market (Glasgow) in order to try and 
minimize potential variation in labour supply and both were part of prestigious 
international hotel chains catering for the mid-high end of the market. Oxygen was a 
five star hotel and Fontainebleau four star. Although both catered for the business and 
leisure markets, Oxygen tended to emphasize business and conference trade and 
Fontainebleau the leisure market and large events such as weddings and parties.  
The majority of staff in each hotel was employed in Food and Beverage (F and 
B), events (Meetings and Events (M and E) in Oxygen and Conference and Banqueting 
(C and B) in Fontainebleau), Housekeeping, Front Office (reception) and Kitchen 
departments. In both hotels, the F and B and events staff were the largest employee 
JURXSDFFRXQWLQJIRUDSSUR[LPDWHO\SHUFHQWRI)RQWDLQHEOHDX¶VVWDIIDQGSHUFHQW
RI2[\JHQ¶V7KHPDMRULW\RIHPSOR\HHVLQHDFKKRWHOZHUHSDUW-time ± approximately 
62 per cent in Fontainebleau and 65 per cent in Oxygen, with such staff typically 
employed in F and B, events and Front Office.  
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Employee and management interviews and employee focus groups were used.  
Five managers were interviewed in Fontainebleau and six in Oxygen. The Food and 
Beverage Managers (FBM), Front Office Managers (FOM), Head Chefs (HC) and HR 
representatives (The HR Coordinator (HRC) in Fontainebleau and People Development 
Manager (PDM) in Oxygen) were interviewed in both hotels. In addition, 2[\JHQ¶V
+HDG+RXVHNHHSHU++ZDVDOVRLQWHUYLHZHGZLWK)RQWDLQHEOHDX¶V++XQDEOHWRJLYH
DQLQWHUYLHZ2[\JHQ¶V'HSXW\*HQHUDO0DQDJHU'*0DQGDVHFRQG+5&ZKR
joined Fontainebleau during the study, were interviewed regarding the skills of other 
managers in the hotel. Interview questions addressed service requirements (and 
relatedly the brand); which skills were important in selecting employees; whether skills 
deficits existed; levels of turnover; and recruitment and selection processes. HR 
representatives were asked to consider all employees within each establishment, while 
line managers were asked only about employees they directly managed. 
Seven interviews with customer-facing employees were conducted in 
Fontainebleau. Four individual interviews and a focus group of eight employees were 
conducted in Oxygen. The interview and focus group respondents included male and 
female, full- and part-time and UK and non-UK staff. Questions included their 
experiences of recruitment and selection and what they believed management were 
looking for in terms of customer service and brand representation.   
 
Analysis and discussion 
 
Skills deficits and turnover 
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Consistent with the 2004 Scottish ESS, Fontainebleau managers reported more 
problems with soft skills deficits than their Oxygen counterparts. )RQWDLQHEOHDX¶V
PDQDJHUVUHSRUWHGVRIWVNLOOVVKRUWDJHVGXULQJUHFUXLWPHQWµVNLOOVVKRUWDJHYDFDQFLHV¶
in night staff, customer-facing breakfast staff, reception staff, and Chefs in customer 
handling and communication skills. Only the FBM reported no problems with skills 
shortages of any kind. In terms of soft skills gaps (lack of proficiency in current staff), 
the FOM reported these in four of the seven reception staff, especially in customer 
handling. The HC reported that two of his eight Chefs had soft skills gaps in oral 
communication, team working and customer handling. The FBM believed that 25 per 
cent of his front-line staff in waiting and bar jobs had soft skills gaps in customer 
handling and team working, whilst two F and B unit managers had soft skills gaps in 
communication and leadership. Customer service and team-working skills gaps were 
also reported by the HRC in approximately 30 per cent of Elementary staff (including F 
and B, C and B, Housekeeping and supporWSRVLWLRQVLQWKHNLWFKHQ(YHQWKHKRWHO¶V
senior management team was reported by both HRCs to lack oral communication and 
leadership skills. Although some skills gaps were in new employees who had not 
completed training, many employees with skills gaps had been in the organization 
longer. Some managers did report technical skills gaps alongside soft skills gaps (for 
example strategic planning in managers and practical skills in chefs) but these were 
considerably less of a problem and outside the focus of this chapter. 
Fewer Oxygen managers reported soft skill shortages but these were reported in 
the largest employee group, F and B, in contrast to Fontainebleau. The PDM reported 
skill shortages for a maintenance position, whilst the Food and Beverage Manager 
(FBM) reported some difficulties finding candidates with the requisite customer 
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handling, self-presentation and communication skills. He believed these shortages were 
EHFDXVH2[\JHQZDVYHU\µSLFN\¶GXULQJVHOHFWLRQ 
When examining soft skills gaps, however, Oxygen managers reported higher 
levels of overall staff proficiency. The HC reported skills gaps in approximately 20 per 
cent of chefs and 40 per cent of kitchen stewards (porters) some of which were in oral 
communication, and the DGM reported that 20 per cent of the 21 managers had skills 
gaps, some of which were in soft skills. In Oxygen there were more technical skills gaps 
reported than soft (in similar areas to Fontainebleau above) although these remained 
rare. There were thus some isolated soft skills gaps in Oxygen, but considerably fewer 
than in Fontainebleau.  
Fontainebleau had an overall staff turnover rate of 75 per cent in the previous 
\HDUFRPSDUHGWR2[\JHQ¶VSHUFHQW7XUQRYHUZDVSDUWLFXODUO\KLJKDPRQJVWSDUW-
time staff with the rate in Fontainebleau twice the average for the establishment as a 
whole. In Oxygen 90 per cent of replacement demand generated by turnover was for 
part-time positions.  
 
The service brands  
 
2[\JHQWKHµVW\OH¶KRWHO 
 
Oxygen had a clear service philosophy; µQDHERWKHU¶ZKLFKZDVFRYHUHGH[WHQVLYHO\
during induction and re-communicated through annual training events, as well as 
SHUPHDWLQJWKHRUJDQL]DWLRQ¶VFXOWXUH:KHQGLVFXVVLQJµQDHERWKHU¶UHVSRQGHQWVstated 
WKDW2[\JHQZDVDYHU\µLQIRUPDO¶µ\RXQJ¶ ¶IUHVK¶DQGµVW\OLVK¶KRWHO,QGHHGWKHKRWHO
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itself had minimalist, chrome and leather décor with modern art throughout. The 
building was designed specifically for Oxygen and had won style and architecture 
DZDUGV2[\JHQPDLQWDLQHGWKHµQDHERWKHU¶DSSURach to customer service through 
genuine friendliness on the part of the employees rather than overtly±prescribed brand 
standards. Employees were encouraged to be polite yet informal with guests, for 
example calling them by their first names wherever possible rather than using surnames 
RUµVLUULQJ¶DQGµPDGGDPLQJ¶JXHVWV 
$IXUWKHUGLVWLQFWLYHDVSHFWRI2[\JHQ¶VDSSURDFKWRFXVWRPHUVHUYLFHZDVWKH
UHTXLUHPHQWIRUµVW\OH¶LQWHUPVRIGUHVVDSSHDUDQFHVSHHFKDQGGHSRUWPHQW
VXPPDUL]HGE\WKH'*0DVµSROLVK¶. All respondents with the exception of the HH 
UHSRUWHGWKHLPSRUWDQFHRIµVW\OH¶DQGVHOI-SUHVHQWDWLRQIRU2[\JHQ¶VHPSOR\HHV:KLOVW
the requirement was not for being good looking per se, focus group respondents stated 
that Oxygen employees needed to be µVWXGHQWV¶µIXQN\¶µIULHQGO\¶DQGµLQGLYLGXDO¶
Although employees had a uniform (designed by Paul Smith) they were allowed bodily 
DQGXQLIRUPDGRUQPHQWVµFUD]\¶KDLUVW\OHV)RFXVJURXSUHVSRQGHQWDQGIDFLDOKDLU
DVORQJDVWKHVHZHUHYLHZHGDVµVW\OLVK¶DQGFRQVLVWHQWZLWKKHDOWKDQGVDIHW\
legislation and the Oxygen brand: 
 
Facial piercings we're very liberal on.  We've had people with their eyebrows 
SLHUFHG«VRPHSHRSOHZLWKWKHLUQRVHSLHUFHGVRPHSHRSOHZLWKVWUDQJHSDUWVRI
WKHLUHDUV«SLHUFHG«*LUOV,GRQ¶WFDUHLIWKH\
YHJRWUHGEOXHDQGJUHHQLQ
their hair as long as it's not over the top (FBM, Oxygen). 
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 The FBM stated that he had only needed to speak to someone seriously about 
appearance once in four years. This employee had grown a dark goatee beard that 
FODVKHGZLWKKLVEOHDFKHGEORQGHKDLUPDNLQJKLPORRNµPRUHOLNHDQLGLRWWKDQ
DQ\WKLQJ¶DQGWKXVLQFRQVLVWHQWZLWK2[\JHQ¶VEUDQG7KHHPSOR\HHVUHLQIRUFHGWKH
LQWHJULW\RIWKLVILWEHWZHHQHPSOR\HHV¶DSSHDUDQFHDQG2[\JHQ¶VEUDQG 
 
I DP>DQHVVHQWLDOSDUWRIWKHEUDQG@>$OOVWDUWODXJKLQJ@,W¶VMXVW\RXHQMR\
working here, because you know what the hotel is all about and what the image 
is so you can be confident about representing it. Staff complement the hotel. [All 
indicate agreement] (Oxygen focus group respondent 6). 
 
 <RXKDYHJRWWKDWZKROHOLYHO\ORRNRIWKHEXLOGLQJ,WZRXOGQ¶WORRNDVJRRGLI
\RXGLGQ¶WKDYHWKHVWDIIWKHUHJLYLQJWKHVDPHLPSUHVVLRQ2[\JHQIRFXVJURXS
respondent 8).  
 
Fontainebleau: tradition and formality 
 
)RQWDLQHEOHDX¶VVHUYLFHHQFRXQWHUZDVGLFWDWHGE\H[DFWLQJDQGSUHVFULEHGEUDQG
standards stipulating the exact steps and stages that had to be engaged in for each 
service encounter. Management and employees FKDUDFWHUL]HG)RQWDLQHEOHDX¶VVHUYLFHas 
µIRUPDO¶µWUDGLWLRQDO¶DQGµSURIHVVLRQDO¶LQNHHSLQJZLWKLWVORQJHVWDEOLVKHGUHSXWDWLRQ
DVRQHRIWKHZRUOG¶VOHDGLQJKRWHOEUDQGV7KHGpFRURI)RQWDLQHEOHDXDOVRDSSHDUHGWR
reflect this tradition and formality; furniture and fittings in the hotel were highly opulent 
and grandiose with classical art prints displayed throughout. Employees were expected 
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WRFDOOJXHVWVE\WKHLUWLWOHDQGVXUQDPHRUHOVHµVLU¶DQGµPDGDP¶7KH)%0GLGQRWH
however, that there was a requirement for a level of erudition when selecting employees 
for customer-IDFLQJSRVLWLRQVDVµ\RX¶GEHORRNLQJIRU«ZKHWKHUWKDWSHUVRQ
VEULJKW
DUWLFXODWH«:KHWKHUWKH\
YHJRWDELWRI«VSDUN¶ 
)RQWDLQHEOHDX¶VDSSHDUDQFHSROLF\ZDVPRUHSUHVFULEHGWKDQ2[\JHQ¶VDQG
provides further evidence of its brand. Unlike Oxygen, there was no mention of style, 
only that employees were expected to be polite, clean and tidy. Staff uniforms were 
purchased from an industry clothing supplier and no personalization was allowed. The 
Meeting and Events employees referred to these generic uniforms as hot, restrictive, 
uncomfortable and poorly designed. Strict guidelines also existed regarding hair length 
and style, an absence of facial hair and visible tattoos and the fact that only one pair of 
earrings and a wedding ring could be worn as jewellery. 
 
Alignment of recruitment and selection with the brand 
 
The hotels used a similar range of recruitment methods for front line positions - internal 
advertising throughout sister hotels; the Job Centre; a recruitment website (S1 jobs); 
adverts in schools colleges and universities; informal drop-ins; newspaper adverts; 
UHIHUUDOVIURPFXUUHQWVWDIIDJHQFLHVDQGDGYHUWVLQDWUDGHSXEOLFDWLRQµ7KH&DWHUHU¶
For more senior positions, specialized hospitality recruitment websites were also used, 
although many supervisory and managerial positions were filled internally.  
2[\JHQ¶VDSSURDFKLQDGGLWLRQWRXVLQJFRQYHQWLRQDOPHWKRGVDLPHGWRDWWUDFW
candidates who fit their service brand. For example, university careers services were 
reported as the most extensively used method by the PDM and FBM as students were 
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VHHQWRHSLWRPL]H2[\JHQ¶VVW\OHRIVHUYLFH$OWKRXJK)RQWDLQHEOHDXDOVRXVHG
employee referrals ± WKHRULJLQDO+5&IRUH[DPSOHEHOLHYHGWKLVIRVWHUHGDµKDSS\¶
environment and better teamwork ± this practice was extensively relied upon in Oxygen 
and aligned to the brand. The Oxygen focus group respondents, for example, believed 
WKDWWKH0DQG(GHSDUWPHQWLQSDUWLFXODUZDVSRSXODWHGE\µIULHQGVRIIULHQGVRI
friends!¶ZKRWHQGHGWREHµWKHVDPHDVXVDQGWKHULJKWNLQGRISHUVRQ¶)RFXV
JURXSUHVSRQGHQW(YHQ2[\JHQ¶V local recruitment literature emphasized the fit 
between employees and the hotel. One advert, for example, gave a picture of the inside 
of the hotHODORQJVLGHZRUGVVXFKDVµGLVWLQFWLYH¶µXQPLVWDNDEOHDQGµXQLTXH¶EHIRUH 
DGGLQJµEXW enough about you¶DQGWKHQGHVFULELQJZKDW2[\JHQRIIHUHGWRHPSOR\HHV. 
7KLVDGYHUWWKXVKLJKOLJKWHGWKHLPSRUWDQFHRIDILWEHWZHHQQHZUHFUXLWVDQGWKHKRWHO¶V
brand. Indeed a campaign was also run at the same time, using similar wording, but 
targeted at guests. There was no evidence of Fontainebleau emphasizing style in this 
manner.  
 In both hotels it was soft skills that were the main focus at the point of selection 
HVSHFLDOO\LQWHUPVRIWKHDELOLW\WRLQWHUDFWZLWKDQGGHDOZLWKRWKHUV2QO\µEDFNRI
KRXVH¶IXQFWLRQVVXFKDVMXQLRUNLWFKHQSRVLWLRQVSODFHGOHVVHPSKDVLVRQVRIWVNLOOV
DQGPRUHRQµVRXQGFKDUDFWHU¶H[SHULHQFHRUWHFKQLFDOVNLOO+HDG&KHIV For front-
line staff, managers emphasized WKHLPSRUWDQFHRIµSHUVRQDOLW\¶DQGKRZWKLVZDVXVHG
LQWKHIRUPRILQWHUSHUVRQDOVNLOOV$VVWDWHGE\)RQWDLQHEOHDX¶V)20µFrom a 
SHUVRQDOLW\\RXFDQILQGRXWLIWKH\¶UHEXEEO\WKH\¶UHFKHHU\«REYLRXVO\LIWKH\¶UH 
RXWJRLQJDQGZKDWHYHU\RXNQRZWKH\¶UHJRLQJWREHDEOHWRGHDOZLWKDJXHVW
FRPSDUHGWRVRPHRQHWKDW¶VUHDOO\VK\DQGZLWKGUDZQ¶ 
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Contrasts between the two hotels however emerged when managers were asked 
to elaborate on skills demand. Fontainebleau managers emphasized technical and 
SUDFWLFDOVNLOOVµFRPPRQVHQVH¶DQGRUZRUNH[SHULHQFHLQDGGLWLRQWRµSHUVRQDOLW\¶
especially for managers and senior kitchen positions. For entry-level staff, the HRC 
noted that applicants were often apathetic, appearing that they did not actually want the 
job, although this was not so much of a problem for part-time jobs that were typically 
filled by enthusiastic students. A bundle of characteristics indicating reliability and a 
work ethic were identified. The FBM stated tKDWLQVHOHFWLRQKHDVNHGKLPVHOIµ'RHVLW
look like this person could hold down a job or does this person have an active life. Is the 
CV well written? What were the reasons for the people having left their last job? Are 
WKH\SRWHQWLDOWURXEOHPDNHUV«"¶ 
 )RQWDLQHEOHDX¶V+&DOVREURXJKWXSWKHLVVXHRIUHOLDELOLW\IRUHQWU\-level staff 
but appeared to go beyond a work ethic, looking for something bordering on obedience. 
Acknowledging that many jobs were not especially stimulating, especially for Kitchen 
PoUWHUVKHRIWHQQHHGHGVRPHRQHWRµWXUQXSDQGGRWKHMREUHOLDEO\¶6RPHZKDWWRQJXH
LQFKHHNKHFRPPHQWHGWKDWKHZDVORRNLQJIRUµH\HVRSHQHDUVRSHQPRXWKVKXW¶
when selecting apprentices.  
A final factor that managers in Fontainebleau considered when selecting front 
line staff was the degree to which the individual would fit with the current team on an 
interpersonal level. The original HRC, for example, stated that one of the most 
important things in the hotel was that management had done their best WRIRVWHUµDKDSS\
SODFHWRZRUN¶DQGVRLWZDVLPSRUWDQWWKDWHYHU\RQHµJRWRQ¶ 
In Oxygen, the emphasis on particular soft skills when selecting front-line 
employees was much more evident, even LQµEDFNRIKRXVH¶IXQFWLRQV. The FBM 
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emphasized that the main purpose of the interview was the identification of soft skills. 
,QDJUHHPHQWWKH)20DGGHGWKDWKHZDVDOVRORRNLQJIRUµFRQILGHQFHDQGUHVLOLHQFH¶
for working on the front desk. Both the PDM and FBM noted the manner in which 
applicants greeted them in interviews. 
 
I just like them to kind of look me in the eye when they're speaking to me, 
maybe just a wee bit of a smile. And if they try and spark a conversation while 
you're speaking to them, you're like daddy-R«\RX
UHWKHRQHIRUPH«)%0
Oxygen). 
 
 For managers, as in Fontainebleau, there were additional requirements for 
experience and technical skills, such as forward planning, forecasting and financial 
management; but, soft skills and customer handling were viewed as essential for all 
senior managers.  
2YHUDOO2[\JHQ¶VPDQDJHPHQWZDVORRNLQJIRUDSDUWLFXODUPDQLIHVWDWLRQRI
VRIWVNLOOV7KH\SODFHGDVWURQJHPSKDVLVRQDUWLFXODWLRQWKHDSSHDUDQFHDQGµVW\OH¶RI
customer-IDFLQJHPSOR\HHVDQGDOVRDVHQVHRIµZDUPWK¶DQGµJHQXLQHQHVV¶WKDWILWZith 
WKHVHUYLFHSURGXFWRIWKHKRWHOµSelf-presentation is particularly important to us here 
MXVWEHFDXVHRIWKHSURGXFWZHKDYHLQWKHKRWHO«,W
VYHU\PRGHUQDQGLW
VVOHHN,W
V
very stylish and it's very attractive in the most parts, depending on youUWDVWHREYLRXVO\¶
(FBM, Oxygen). 
 
Selection methods 
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In operationalizLQJVHOHFWLRQUHTXLUHPHQWV)RQWDLQHEOHDX¶V+5PDQDJHUVGHVFULEHGD
strategy that aimed to replace indiscriminate hiring with greater structure and 
formalizationµ6RPHRIWKHPDQDJHUVZRXOGUHFUXLW«EDVHGRQWKHIDFWWKDWµ2.WKDW
SHUVRQ¶VZLOOLQJWRGRWKHMREDQGQRWQHFHVVDULO\FRQFHUQHGZLWKZKDWVNLOOVWKH\KDYH¶
(HRC1, Fontainebleau). 
 Two interviews, one with HR and one with the prospective line manager, had 
been introduced for entry-level positions. For managerial positions, further interviews 
were required, as well as personality tests, assessment centres and occasionally 
presentations. The interviews themselves used competency-based questions with 
standard rating forms for each job. Conference and Banqueting (C and B) casuals 
summed up their experience of a competency-EDVHGLQWHUYLHZµ$OOWKHTXHVWLRQVZHUH
geared around if you were placed in a work situation within like what could happen in a 
hotel, how you would react to it. Like a complaining customer or a dissatisfied guest or 
VRPHWKLQJ¶&DQG%HPSOR\HH 
 7KH+5LQWHUYLHZUHSRUWHGO\SLFNHGXSRQDQ\JDSVIURPWKHOLQHPDQDJHU¶V
LQWHUYLHZDQGH[SDQGHGXSRQLQIRUPDWLRQSURYLGHGRQWKHFDQGLGDWH¶VDSSOLFDWLRQIRUP
or CV. The establishment had recently invested considerable resources in training 
managers so interviews were standardized for each position. For more senior positions 
the second interview concerned more strategic matters such as profit maximization. For 
the most senior positions further interviews with the GM and/or area manager was 
LQIRUPDODQGXVHGDVDµTXDOLW\FKHFN¶ 
The extent to which managers followed the recommended approach in 
Fontainebleau varied. For outlet managers (such as the bar and restaurant) both 
interviews were conducted. The FBM, however, acknowledged that for front-line staff 
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only the line manager interview was used. Although he reported this did follow the 
competency-EDVHGIRUPDWKLVLQWHUHVWZDVPRUHRQFDQGLGDWHV¶willingness to do the job 
as highlighted when interrogating skills demand. Notably, this manager also reported 
skills gaps in around a quarter of his front-line employees. Employees in Food and 
Beverages departments, apart from one member of (Polish) waiting staff where this was 
to confirm she had the right documents, confirmed that they had received only one 
interview. The second interview for the Polish waitress was thus a legal check rather 
than an attempt to engage in more systematic selection. Only the Receptionist reported 
having more than one person present at her interview. Three employees described 
unstructured interviews (two waiting staff and one C and B casual) - µKH>WKHUHVWDXUDQW
manager] was quite willing to take me on as long as I was happy with what he was 
offering [LQWHUPVRIKRXUVDQGSD\@¶:DLWLQJVWDII7KHVHFRQGPHPEHURIZDLWLQJ
staff believed that anyone would have been hired and that the interviewing manager was 
µMXVWORRNLQJIRUDSDLURIKDQGV¶&RQVLVWHQWZLWKWKHUHIHUUDODSSURDFKWKH&DQG%
employHHZKRKDGEHHQUHFRPPHQGHGE\KLVVLVWHU¶VIULHQGQRWHGWKHPDQDJHU¶V
FRPPHQW³,KDYHWRJLYH\RXDQLQWHUYLHZIRUWKHUHFRUG´ 
 
My interview was more of a chat really, because the girl [who had referred him] 
ZDVP\VLVWHU¶VIULHQGDQGVKHZRUNHGLQEDQTXHWLQJ«VRVKHMXVWVDLG³<HV
+H¶VDJRRGZRUNHU´DQGVWXII«DQGKH¶V>WKH&DQG%PDQDJHU@OLNH, ³\RX¶YH
EDVLFDOO\JRWWKHMREWKHQ´&DQG%HPSOR\HH 
 
 It must be noted, however, that employees believed that the selection process 
had prepared tKHPIRURUJDQL]DWLRQDOOLIHDQGWKDWIHZµQDVW\VXUSULVHV¶ZHUHDSSDUHQW
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after joining. Even where managers may not have acted selectively, employees believed 
that they were given appropriate and relevant information about the organization and 
their jobs.  
 2[\JHQ¶VSROLF\ZDVDOVRWKDWDOOFDQGLGDWHVVKRXOGKDYHDWOHDVWWZRLQWHUYLHZV
with HR and the prospective line manager, although once again the employees did not 
confirm this. What emerged from Oxygen managers and employees, though, were 
additional methods geared towards a two-way exchange between department managers 
and the hotel on one side, and candidates on the other. Housekeeping and kitchen 
candidates were given a work trial whilst anyone applying for front-office positions had 
to be seen by the +RWHO¶V*HQHUDO0DQDJHU*0RU'*0WRHQVXUHWKDWWKH\ZRXOGEH
suitable brand representatives. For management and some supervisory positions 
GHSHQGLQJRQWKHOLQHPDQDJHU¶VGLVFUHWLRQSV\FKRPHWULFWHVWVRUSUHVHQWDWLRQVZHUH
also used. A final stage in which all interviewees participated was a tour of the 
establishment during which they were given the chance to ask their own questions and 
discuss Oxygen with the interviewer. Housekeeping trials were also accompanied by 
lunch and a further informal chat WRDVVHVVFDQGLGDWHV¶YLHZVRIWKHMRE 
Interviews in Oxygen were deliberately kept informal, although there were 
rating forms to be completed so that managers covered core areas. The FOM believed 
that hypothetical competency-based questions were not usefuODVµDQ\RQHFDQOLHDW
LQWHUYLHZ¶DQGKHSUHIHUUHGWRXVHWKHWLPHWRJHWWRNQRZWKHDSSOLFDQWDQGDVVHVVWKHLU
interpersonal skills. 
$FFRUGLQJWR2[\JHQ¶V3'0WKHLQWHUYLHZZDVXVHGWROHDUQDERXWWKH
individual and gauge relevant work or social experiences. All managers confirmed this. 
The FOM and FBM gave examples of interview topics: work and non-work activities 
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and interests; asking applicants to tell the interviewer about themselves; qualifications; 
what they are doing at university and why they went to university (if applicable); why 
they wanted to work in the hotel; what they were planning to do over their holidays; and 
whether they wanted to go travelling.  
The interview was viewed as a two-way process, intended to establish what 
candidates expecWHGIURPWKHMREDQGZKHWKHUWKLVµ«PDUULHGXSZLWKUHDOLW\¶)20
PDM). This was also essential for the HH who believed that the main purpose of the 
post work-trial chat was to see how the applicant had enjoyed their experience and 
whether they had any concerns or questions. The FOM found the tour of the 
establishment very effective for assessing the reality of expectations that the applicant 
KDGDERXWWKHMRE(PSOR\HHVDJUHHGWKDWWKHLULQWHUYLHZVKDGEHHQµPXFKOHVVIRUPDO¶
than they had expected (FO and M and E employees). One interview described lasted 
µDERXWPLQXWHV¶EXWWKLVHPSOR\HHKDGDOVRDOUHDG\KDGWZRWULDOVKLIWVZKLFKVKH
EHOLHYHGKDGEHHQWKHPDLQKLULQJPHWKRG$QRWKHUHPSOR\HHW\SLILHG2[\JHQ¶V
approach to establishing a positive image during these early encounters with employees: 
µ0\ILUVWFRQWDFWZLWKWKHKRWHOZDVDYHU\SRVLWLYHLPSUHVVLRQ$FWXDOO\,KDGDQRWKHU
job as well which I'd got already and I never went back to it; my first impression about 
Oxygen was really, really posiWLYHDQGLWZDVWKURXJKWKHLQWHUYLHZ¶)2HPSOR\HH 
 
Class and gender implications 
 
Given the above findings on selection, Oxygen managers appeared to be looking for a 
FHUWDLQVW\OHRIVSHHFKDQGGHSRUWPHQWZKLFKPD\EHVHHQDVUHIOHFWLQJµPLGGOHFODVV¶
VRFLDOL]DWLRQ7KH)20IRUH[DPSOHVWDWHGDSUREOHPZLWKDSSOLFDQWVZKRVSRNHµYHU\
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*ODVJRZ¶ZKLOVWWKH3'0EHOLHYHGWKDWDVPDQ\RIWKHKRWHO¶VEXVLQHVVJXHVWVZHUH
middle class, those from commensurate backgrounds found it easier to interact with 
them. Although managers emphasized that employees from any class background would 
EHKLUHGLIWKH\VKRZHGWKHFRUUHFWPDQLIHVWDWLRQRILQWHUSHUVRQDOVNLOOVIRU2[\JHQ¶V
brand, the implied association of the brand with being middle class, in part to mirror 
customer requirements, was apparent. 
 
I know I sound like somebody from Hitler Youth, but yes I do [think social 
EDFNJURXQGPDWWHUV@«'R\RXNQRZXQOHVVSHRSOHDUHSROLVKHGWKHUHLVQRKRSH
IRUWKHP"$QG\HVZH¶OOHPSOR\WKHPLQEDFNRIKRXVHDUHDVEXWWKHQWKH\¶UH
WUDSSHGDQGWKH\¶UHQRWWUDSSHGEHFDXVHWKH\¶UHQRWFDSDEOHWKH\¶UHWUDSSHG
EHFDXVHWKH\¶UHQRWDUWLFXODWH'*0- Oxygen). 
 
 7KHIRFXVJURXSHPSOR\HHVZHUHDOVRDZDUHRIWKLVUHTXLUHPHQWIRUµPLGGOH
FODVVQHVV¶7KLVZDVUHYHDOHGLQWKHIROORZLng discussion about the hiring of those from 
WKHPRVWGLVDGYDQWDJHGEDFNJURXQGVUHIHUUHGWRFROORTXLDOO\LQ*ODVJRZDVµQHGV¶RU
non-HGXFDWHGGHOLQTXHQWVIRUIURQWRIILFHµRQHWRXFKVHUYLFH¶ 
 
 Respondent 6   ,W¶V>WKHVHUYLFHVW\OH@KRZZHOO\RXVSHDNDQGFODULW\,W¶V 
 UHDOO\LPSRUWDQWEHFDXVHWKDW¶VKRZ\RXFRPHDFURVVWRWKH 
 guest. 
5HVSRQGHQW<RX¶UHQRWJRLQJWRKLUHDQHGIRU2QH7RXFK6HUYLFH 
Respondent 6 [Laughing] I know, imagine! 
Respondent 4 [Putting on a strong Glasgow accent] AwriWHELJPDQKRZ¶VLW 
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going?!  [Group laughs]  One Touch Tam here [1]! [Group 
laughter continues] 
Respondent 7 One Touch Tam! It would be bad! 
Respondent 3 It would be awful! 
 
 2[\JHQ¶VLQWHQWLRQDOUHFUXLWPHQWRIVWXGHQWVDQG, in the words of one focus 
grRXSUHVSRQGHQWWKRVHZKRZHUHµEHDXWLIXOO\HGXFDWHG¶DOVRUHIOHFWVDQLQGLUHFW
advantage for those from middle class backgrounds (see for example Heckman, 2000). 
Indeed, when discussing the requirement for a certain demographic, the PDM made 
explicit reference to a Glasgow private school where students tended to be highly 
HORTXHQWDQGµVXSHUFRQILGHQW¶DQGFRXOGWKXVLQWHUDFWZLWKPLGGOHFODVVFXVWRPHUV 
In Fontainebleau, the association of social background and brand image was not 
apparent. Apart from one Conference and Banqueting respondent mentioning that 
)RQWDLQHEOHDXSUREDEO\ZRXOGQRWHPSOR\DµQHGRIIWKHVWUHHW¶QRQHRIWKHUHVSRQGHQWV
mentioned the issue of social background. That is not to say however that eloquence 
was completely unimportant in Fontainebleau, as identified by the FBMs requirement 
IRUWKRVHZKRZHUHEULJKWDUWLFXODWHDQGSRVVHVVLQJµVSDUN¶DERYH 
Gender was not explicitly associated with possession of soft skills in either of 
the hotels and was raised only with respect to certain aspects of grooming and health 
and safety in Oxygen - WKH)%0¶VUHIHUHQFHVWRJLUOV¶KDLUFRORXULQJVHHTXRWHDERYH
and how they could not wear open-toed shoes for safety reasons. The only indirect 
evidence that gender may have played a part in selection processes came in a guarded 
VWDWHPHQWIURP2[\JHQ¶V'*0+HUHSRUWHGWKDWZKLOVWKHGLGQRWEHOLHYHLWPDWWHUHG
ZKHWKHU2[\JHQ¶VHPSOR\HHVZHUHµVWLFNLQVHFWEORQGHV¶LIWKH\KDGWKHDSSURSULDWHVRIW
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VNLOOVKHKDGµVHHQVRPHHYLGHQFH¶WKDWRWKHUPDQDgers may have focused on certain 
µDHVWKHWLFDVSHFWV¶$OWKRXJKWKLVRQHJXDUGHGVWDWHPHQWPD\UHYHDOOLWWOHLWLVZRUWK
QRWLQJWKDWWKLVZDVDVHQLRUPDQDJHU¶VREVHUYDWLRQDQGVRPH2[\JHQPDQDJHUVPD\
KDYHLQWHUSUHWHGWKHKRWHO¶VEUDQGUHTXLUHPHQWVRUµDHVWKHWLF¶LQJHQGHU-specific terms. 
 
Conclusions 
 
7KHPRUHµWUDGLWLRQDO¶KRWHO)RQWDLQHEOHDXVXIIHUHGPRUHIURPHPSOR\HHVRIW
VNLOOVGHILFLWVWKDQWKHµVW\OH¶KRWHO2[\JHQGHVSLWHRSHUDWLQJLQDVLPLODULQGXVWU\
context and labour market. Our aim was to link these different positions firstly, to a 
distinct brand identity within each hotel, and secondly, to different approaches to 
VWDIILQJ2XUHYLGHQFHVXJJHVWVWKDWWKHVHKRWHOV¶FRQWUDVWLQJDSSURDFKHVWRUHFUXLWPHQW
and selection, with Oxygen adopting hiULQJSUDFWLFHVWKDWDOORZHGLWWRDFKLHYHµILW¶ZLWK
their brand image, at least partially, explain this variation in soft skills deficits. 
(PSOR\HHV¶LGHQWLILFDWLRQZLWKµWKHEUDQG¶ZDVVKRZQWREHJLQHYHQEHIRUHWKH\HQWHUHG
the organization, cultivated by a two-way exchange relationship with the hotel during 
the hiring process. In what might be referred to as a social-strategic approach to 
recruitment and selection ± QDPHGDIWHUWZRRI,OHV¶GLVWLQFWVWDIILQJSDUDGLJPV- 
Oxygen achieved what is more widely referred to as person-organization fit, where the 
VRIWVNLOOVRIWKRVHZKRZHUHHYHQWXDOO\KLUHGZHUHPRUHOLNHO\WRPDWFKERWKPDQDJHUV¶
H[SHFWDWLRQVDQGDSSOLFDQWV¶RZQH[SHFWDWLRQVRIWKHMRE7KHVHILQGLQJVKDYH
implications most obviously foUZKDWLVWREHFRQVLGHUHGµEHVWSUDFWLFH¶LQWKH
hospitality context, keeping in mind the need to find strategies for dealing with the 
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LQGXVWU\¶VSHUVLVWHQWO\KLJKWXUQRYHUDQGVNLOOVGHILFLWV:HPXVWDOVRKRZHYHU
consider the negative implications of a person-brand fit approach to selection. 
µ%HVWSUDFWLFH¶+50LQKRWHOVLVJHQHUDOO\WKRXJKWWREHH[HPSOLILHGE\PRUH
structured approaches which eliminate managerial inconsistency and ad hoc decision 
making, and focus on aligning practice with employee competencies that can deliver 
KLJKSHUIRUPDQFH+RTXH)RQWDLQHEOHDX¶Vstated policy appears consistent with 
WKLVµEHVWSUDFWLFH¶DSSURDFKZLWKLWVHVSRXVHGVHUYLFHVWDQGDUGVDQGVWUXFWXUHGKLULQJ
practices. In reality, however the implementation of the policy was inconsistent and did 
not always adhere to conventional notions of best practice. There was evidence, 
especially for Food and Beverage positions, that managers were not hiring selectively or 
strategically on the basis of skills and the candidDWH¶VILWZLWKHLWKHUWKHMRERUWKH
organization. Line managers often departed from the stated, formal, competency-based 
SROLF\DSSHDULQJWREHPRUHFRQFHUQHGZLWKDSHUVRQ¶VZLOOLQJQHVVWRGRWKHMRE7KH\
were even happy to accept the word of a current HPSOR\HHDORQHRQDQDSSOLFDQW¶V
suitability. Although informal recruitment such as employee referrals may facilitate 
person-organization fit, particularly in hospitality contexts (Lockyer and Scholarios, 
2004) or as part of a strategic response to difficult labour market conditions (Klehe, 
2004), in this hotel, there appeared to be no consistent attempt to use these methods to 
DGGUHVVVWUDWHJLFJRDOVRUVNLOOVJDSV$QµDUPVDQGOHJV¶DSSURDFKWRKLULQJZDVWKXV
apparent even in this large multinational organization, where greater standardization is 
to be expected. 
 In Oxygen, there was greater selectivity of front-line employees with managers 
more consistently focusing on interpersonal and self-presentation skills and the extent to 
which these skills were appropriate for the brand.  Informality appeared here too - for 
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LQVWDQFHPDQDJHUVXVHGLQWHUYLHZµFKDWV¶DVDZD\RIHVWDEOLVKLQJWKHVXLWDELOLW\RI
HPSOR\HHV¶VNLOOV,WPXVWEHQRWHGWKDW2[\JHQPDQDJHUVDOVRDSSHDUHGWRGHSDUWIURP
WKHKRWHO¶VWZR-interview policy although they appeared to be behaving strategically and 
selectively. The use of managers to identify person-organization fit through the 
interview process has been highlighted before (see for example Brannan and Hawkins, 
2006; Moscosco, 2000) but in Oxygen this concept was extended to consideration of fit 
with the overall hotel brand.   
$VZHOODVPDQDJHUV¶DSSDUHQWFRQVLVWHQF\LQVHOHFWLQJDFFRUGLQJWRDVWUDWHJLF
EUDQGLGHQWLW\DIXUWKHUGLVWLQFWLYHIHDWXUHRI2[\JHQ¶VVHOHFWLRQSURFHVVZas its 
acknowledgement of applicant experiences in the two-way relationship building. As 
SDUWRIWKHDSSDUHQWµLQIRUPDOLW\¶DSSOLFDQWVWKHPVHOYHVFRXOGHVWDEOLVKZKHWKHUWKH\
ZDQWHGWRZRUNIRU2[\JHQDQGµILW¶LWVVW\OHUHTXLUHPHQWVIRUH[DPSOHWKURXJK
informal tours of the establishment. Practices that allow employee agency in selection 
decisions have been acknowledged before as part of attraction-based recruitment 
(Rynes, 1991; Saks, 2005). Through informal events and work trials, it appears that 
OxygeQ¶VDSSOLFDQWVZHUHDEOHWRJDWKHULPSRUWDQWLQIRUPDWLRQDERXWWKHRUJDQL]DWLRQ¶V
V\PEROLFDWWULEXWHVVXFKDVLWVEUDQGRUµSHUVRQDOLW\¶DOORZLQJDVHOI-assessment of fit 
(Highhouse, et al., 2007). This partially reflects work conducted in the call centre 
industry by Brannan and Hawkins (2006) where introduction of the organizational 
culture through informal selection events was seen as developing pre-entry affective 
commitment to the organization. Oxygen employees were highly aware of the brand, 
their fit with the brand and the role that they played in personifying this brand through 
their soft skills, indicating brand commitment and identification (Burmann and Zeplin, 
,WLVDOVRSRVVLEOHWKDWWKH\SHUFHLYHGWKHRUJDQL]DWLRQDVµKRQHVW¶LQQRW
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attempting to project an unrealistic image of the work itself, and this enhanced 
DSSOLFDQWV¶IHHOLQJVRIEHLQJIDLUO\WUHDWHG$QGHUVRQDQG:LWYOLHW 
)RQWDLQHEOHDX¶VHPSOR\HHVDOVRDSSHDUHGWREHOLHYHWKDWWKHRUJDQL]DWLRQKDG
been honest to them durinJWKHVHOHFWLRQSURFHVV$OWKRXJK)RQWDLQHEOHDX¶VVHOHFWLRQ
process did not, therefore, appear to consider brand communication it did at least seek to 
try and outline the general expectations of the job. These apparently transparent 
approaches are preferabOHWRWKHXVHRIµLPSUHVVLRQPDQDJHPHQW¶WHFKQLTXHVWKDWPD\
not always remain true to the organizational reality, potentially leading to dissonance 
and attrition amongst employees (Brannan and Hawkins, 2006). 
There did, however, appear to be greater success at avoiding attrition in Oxygen 
GHVSLWH)RQWDLQHEOHDX¶VWUDQVSDUHQF\2[\JHQ¶VHPSOR\HHVDSSHDUHGWRKDYHGHYHORSHG
a positive image of the organization during the recruitment stage, and were attracted to 
what they saw of the work environment and style of the hotel, which they saw as 
compatible with their personal characteristics and values. ,QGHHG2[\JHQ¶VUHFUXLWPHQW
OLWHUDWXUHHPSKDVL]HGWKLVILWEHWZHHQHPSOR\HHVDQGWKHKRWHO¶VEUDQGThis appeared to 
have contributed to their decisions to join the organization, and although it was not 
possible to evaluate this here, could explain the lower levels of turnover (Derous and de 
:LWWH6FKQHLGHUHWDO2[\JHQ¶VVHOHFWLRQSURFHVVFDQEHUHSUHVHQWHGDV
µLQVWLWXWLRQDOL]HGLQIRUPDOLW\¶ZLWKDcombination of strategic direction and two-way 
LQIRUPDOFRPPXQLFDWLRQDFNQRZOHGJLQJDSSOLFDQWV¶VHOI-selection decisions as an 
HVVHQWLDODQGIRUPDOL]HGSDUWRIWKHRUJDQL]DWLRQ¶V+5SROLF\ 
There is, however, a caveat to any recommendation that deviates from the 
FRQYHQWLRQDOQRWLRQRIµEHVWSUDFWLFH¶DVVWDQGDUGL]DWLRQDQGREMHFWLYLW\6HOHFWLQJIRU
µILW¶PD\OHDGWRFDSULFLRXVGHFLVLRQVRQWKHEDVLVRIµVLPLODUWRPH¶HYDOXDWLRQVRU
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unintentional exclusion of some applicant groups. Some of the evidence gathered from 
Oxygen suggests that the alignment of selection practices around a shared perception of 
brand characteristics may have pernicious implications for the selection of those from 
certain class backgrounds. Those operating in the hospitality industry and seeking to 
GLIIHUHQWLDWHWKHPVHOYHVE\RIIHULQJDFHUWDLQµVW\OH¶LQWKHLUVHUYLFHPD\EHSULYLOHJLQJ
those from the middle class (see Nickson et al. 2003; Nickson and Warhurst, 2006).  
In terms of potential gender issues Hancock and Tyler (2007) discuss how 
employers may communicate their image and brand through the embodiment of 
HPSOR\HHVLQWKHµDHVWKHWLFHFRQRP\¶7KH\SDUWLFXODUO\LQWHUURJDWHWKHPDQQHULQ
which recruitment literature is used to reinforce expected gender roles, appropriate 
organizational embodiment and performativity, as a form of pre-entry organizational 
control. There was little evidence of gendering in the type of person-brand fit being 
practiced here, although one senior Oxygen respondent did suggest that some of his 
colleagues may have been selecting females for their looks. In the absence of further 
evidence little concrete can be said other than employers should certainly be careful not 
to employ branded selection practices that are discriminatory or reinforce harmful 
gender VWHUHRW\SHV,WFRXOGEHVSHFXODWLYHO\DUJXHGKRZHYHUWKDW2[\JHQ¶V
recruitment literature communicated the appropriate cultural capital and therefore social 
EDFNJURXQGRIDSSOLFDQWVZKHWKHULQWHQWLRQDOO\RUQRWH[WHQGLQJ+DQFRFNDQG7\OHU¶V
analysis into a different sphere. Clearly branded recruitment policies are not 
unproblematic and employers need to carefully consider the potentially harmful effects 
of these on particular social groups. 
In conclusion, a greater emphasis on selecting employees who fit the brand may 
help hospitality employers and others in interactive services to reduce soft skills gaps. 
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Whilst this research was conducted on only two case studies and a relatively small 
sample of employees, the proposed relationship between selection practices, person-
brand fit and soft skills gaps can be tested in other service settings. This chapter has 
demonstrated how emphasizing person-brand fit through informal yet selective and 
strategically integrated hiring practices, which allow applicants agency in selecting the 
organization, may be superior to standardized, competency-based selection procedures. 
Although more research is needed on the direct link between HR practices, 
brand identification and employee outcomes, it may also be argued that this fit with the 
brand not only reduces skills gaps, but also increases employee satisfaction and 
commitment to the organization thus reducing turnover. Strategies that encourage 
person-brand fit, therefore, may also be beneficial for employees. Such policies allow 
potential employees to establish for themselves whether they fit the brand, facilitating 
the self-selection attraction and decision process, although the potential for negative 
stereotyping of certain groups must be borne in mind.  
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Endnotes: 
 
>@µ7DP¶LVD*ODVZHJLDQYHUVLRQRIWKHQDPHµ7RP¶RUµ7KRPDV¶ associated with 
those from less affluent or socially excluded backgrounds. 
